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There is no doubt that information technology (IT) resources are important for organisations in 
any jurisdiction to manage their processes. Organisations consume considerable financial 
resources to acquire and manage their IT resources with various IT governance structures. 
Investment in IT, thus, is a strategic necessity. IT resources, however, do not contribute fully to 
business value on their own. Business value considers performance impacts of resources at 
various organisational levels (e.g., processes and firm levels). ITs are biased resources in that 
they require some form of manipulation to attain their maximum value. While we know that IT 
resources are important, a deeper understanding on two aspects of use of IT resources in 
organisations is important. First, is how to leverage the IT resources to attain its maximum value, 
and second, is where to evaluate IT-related business value in the organisation’s value chain. This 
understanding is important for organisation to sustain their operations in an ever-changing 
business environment. We address these issues in two parts. This paper discusses the first aspect 
of ways in which organisations can create and sustain their IT-related business value.  
 
IT, broadly defined, is a collection of computing systems used by organisations, incorporating 
hardware, software, and networks. IT-enabled information systems have become a major 
facilitator of business activities in the world today. IT acts as a catalyst for fundamental changes 
in the strategic, structural, and operations management of organisations Expanding power and 
declining costs enable new and more extensive applications of IT, making it possible for 
organisations to improve their efficiency and effectiveness. As a strategic and widely available 
commodity, organisations in competitive markets will acquire comparable IT resources. This 
means that IT resources, per se, are not rare and value-differentiating in these markets. This 
argument is conceptualised well within the strategic necessity argument. This argument suggests 
that IT resources are readily available to all organisations in a competitive market; hence do not 
provide sustainable performance advantage on their own. Rather, ITs value in developed markets 
is contingent upon how organisations uniquely leverage their IT resources.  
 
The economic environment in the developing markets, however, is different from that of the 
developed markets. With one or few players in economic sectors, IT investments decisions 
depict acquiring IT more as a want rather than a need. Organisations with IT resources can do 
things in ways that organisations without the resources cannot. This feature makes the level of 
raw dollar spending on IT by organisations an important indicator of the level of their 
performance-differentiating IT resources. These IT resources will provide organisations access to 
the fundamental and necessary tools to achieve efficiency and effectiveness for their core 
business processes. These, per se, will be the generic gains that IT as a resource can provide 
without any substantial level of resource manipulation.     
This means that in developing markets, organisations failure to invest in IT resources puts them 
at a disadvantage. The impacts of IT on productivity and growth became widely recognised after 
decades of cumulative investment. Growth in developing markets will also come from 
technological accumulation through an evolutionary process of imitation and innovation. A 
higher level of investment will mean a better bundle of IT resources for the organisations. This 
IT resource will have immediate effect on organisations business processes.  This is possible 
because organisations invest in ITs that are mature and well-tested in competitive markets. As 
with developed countries, investment in IT in developing countries is a strategic necessity, but in 
developing countries, per se, it can also be a source of their business value. The above discussion 
implies that organisations in developing markets must invest in IT resources to improve their 
business processes.  
 
Introduction of IT in organisations inevitably brings changes in their structures and processes. 
This means that other organisational factors must also change to leverage the IT resources. This 
calls for complementary investment in other resources. The result of these complementary 
investments is the establishment of an activity pattern. The factors within this activity pattern 
must be complementary; advocating increasing one factor will increase the benefits when other 
complements move in the same direction. Complementary factors need to change in a 
coordinated fashion, in the right direction, and in the right magnitude for maximum 
organisational payoff. This suggestion articulates a concerted change in a large set of factors in a 
particular magnitude and direction.  
IT inputs are a component in the organisational design and IT’s success is contingent upon 
complementary investments and considerations in appropriate resources, processes, incentives, 
policies, and control systems. Successful IT deployment will require a complementary presence 
of related resources to source business value in developing countries. Improving existing 
processes will not succeed with isolated investments in IT. Benefits from IT investments differ 
across organisations because organisations have other resources and characteristics that are 
complementary with the nature of technology. Better payoff from IT is possible when other 
complementary factors such as decision authority, training and development, and investment 
policies change in a coordinated fashion in the right direction.  
Organisations comparative advantage with a complimentary investment approach may gradually 
erode as other organisations would understand and adopt these changes. This means that making 
complementary IT-related changes only is not adequate. Organisations must develop unique 
resources whose benefits are inimitable over a longer period. These resources are organisations 
IT-related capabilities. A resource-centric approach views a firm as a bundle of resources.  Some 
of these resources help organisations achieve and sustain performance advantages. Resources 
that can uniquely leverage the common IT resources are the IT-related capabilities, and can 
explain performance differences across organisations. IT resources rarely have a direct influence 
on sustained business performance. Rather, the IT resources exert their influence on 
organisations with complementary relationship with other assets and capabilities. Competitive 
IT-related advantage depends on firm’s superior deployment of their IT-related capabilities, as 
these capabilities embed in a firm and are difficult to trade. These IT-related capabilities include 
the level of top management commitment, the level of understanding between the IT and Unit 
managers, and a flexible IT infrastructure that can recognise and capitalise on emerging 
opportunities. 
IT resources relationship with the IT-related capabilities, however, is special. IT resources 
evolve rapidly, and competitive pressures or continuous improvement requires organisations to 
make continuous investment in IT. Organisations end up acquiring IT resources that require 
renewed IT-related capabilities to ensure continued performance advantages. Capabilities that 
organisations have at a point in time to uniquely leverage the IT resources is not enough. 
Organisations must develop isolating mechanisms that can sustain firms existing IT-related 
capabilities.  Ensuring sustainable business value from evolving IT resources requires sustainable 
IT-related capabilities.    
Organisations need to consider the value of the sum of various resources, the co-created higher-
level dynamic resources, which can help organisations sustain their IT-related capabilities.  The 
higher-level resources are dynamic because they are difficult-to imitate combinations of 
organizational, functional and technological skills. These resources form the foundation upon 
which to build, maintain, and enhance distinctive and difficult to imitate advantages. A firm can 
renew its competencies through innovative responses by appropriately adapting, integrating, and 
reconfiguring internal and external organizational skills, resources, and functional competencies. 
Past choices influence domains of competence, and at any given time, organisations must follow 
a certain trajectory of competence development.  
Organisations can organise better certain type of economic activities internally. Competencies 
and capabilities resulting from organizing and getting things done internally is the key 
component in sustaining performance advantages. This is because internal organisation takes 
place in a multilateral fashion, with patterns of behaviour and learning orchestrated in a much 
more decentralized fashion.  Processes, paths, and positions are factors that can help determine a 
firm’s distinctive competence and dynamic capabilities. These competencies and capabilities 
embed in organisational processes of one kind or another. The shared innovative changes 
between these processes explain the essence of the firm’s dynamic capabilities and competitive 
advantage. Processes have a high level of coherence within them, and it is this coherence where 
the capabilities exist. A cohesive set of inter-organizational linkages is difficult to mimic. The 
product of this cohesion is a higher-level resource. This higher-level resource is the product of 
the cohesion between the set of inter-organizational linkages. Organisations possess a hierarchy 
of capabilities, and general and broadly defined capabilities form from an integration of more 
specialised capabilities. Organisations can continue to leverage their evolving IT resources to 
enhance business value by developing competencies that sustain their existing IT-related 
capabilities. This situation presents an all-embracive view of how organisations can maximally 
leverage their IT resources to secure IT-related business value. Organisational resources like the 
IT governance structures, organisation designs relating to processes are management and control 
and incentive systems can co-created resources that can sustain existing IT-related capabilities.  
This paper elaborated on how organisations can leverage their IT resources to maximise IT-
related business value. Part 2 of this paper will discuss where and how to evaluate IT-related 
business value from the above efforts. This understanding is also important to ensure 
organisations fully understand the value of their IT investment. This understanding will be a key 
motivation for their continued investment in IT resources.  
 
